Gaylord Sinclair and SIMON Enterprise

Development Blueprint, Phases, and Completion Timeline

Executive Summary

Gaylord Sinclair and SIMON Enterprise should be developed through a controlled sequence of phases. The
objective is not to complete every imagined feature before launch. The objective is to establish a stable
foundation, connect the core systems, release usable products, and then expand the platform without
repeatedly rebuilding its architecture.

The recommended development program has three completion levels:

) Estimated
Completion Level . . Result
Timeline
Core Minimum Secure login, system registry, logs, Pulse events, basic ConnLink,
. 4-6 months ) i
Viable Platform SIMON dashboard, scanner, and WEB360 integration
Operational Connected communications, project intelligence, SIMON Live,
Enterprise 9-12 months  Guardian workspaces, reports, automation, and production
Platform monitoring
Forge, Kong, Infinity, Sanctuary, application marketplace,
Full Integrated 18-24 g .g . Y . Y app . P
advanced intelligence engines, cross-device workspaces, and
Ecosystem months

commercial platform services
These estimates assume one primary developer using intelligent development assistance and occasional

specialist support. A dedicated three-to-five-person team could shorten the full program to approximately
12-18 months.

1. Development Principles

1.1 Build the Foundation Before the Spectacle

Animated interfaces, spatial dashboards, screensavers, holographic menus, and cinematic effects remain
important to the Gaylord Sinclair identity. However, the underlying systems must work before visual
complexity is added.

The recommended order is:

1. Security and configuration
2. Registries and database structure



3. Logging and event transport
4. Current-state intelligence

5. Operational applications

6. Automation and governance
7. Advanced visual presentation

1.2 Maintain One Shared Architecture

Every system should use shared services for:

* Authentication

» Database access

+ Configuration

* Logging

* Event creation

* Permissions

* Provider credentials
* Error handling

* Tracking

* Notifications

* User interface components

No major module should create its own unrelated authentication system, configuration format, or event
structure.

1.3 Separate Production from Experiments

The hosting environment should contain distinct areas for:

* Production

* Staging

+ Development

* Experiments

* Archives

* Backups

* Private configuration
* Logs

Experimental files should not be mixed with production applications.

1.4 Use Completion Gates

A phase is not complete because its dashboard loads. It is complete only when:

* Required features function
* Security checks pass
* Errors are logged



* Recovery is available

* Documentation is current

+ Dependencies are verified

* Validation tests pass

* The next phase can rely on it

2. Recommended Program Structure

The complete development program is divided into twelve phases.

Phase Name Target Period
0 Inventory and Stabilization Weeks 1-2
1 Shared Enterprise Foundation Weeks 3-6
2 Raw Logs and Site Intelligence Weeks 7-10
3 Pulse Event System Weeks 11-14
4 ConnLink Core Weeks 15-20
5 SIMON Live and Memory Weeks 21-28
6 Sunbird / The Beast Weeks 29-36
7 WEB360 Integration Weeks 37-42
8 Communications Platform Weeks 43-48
9 Guardian Workspaces Weeks 49-56
10 Forge and Evolution Months 15-18
11 Kong Governance Months 18-20
12 Infinity, Sanctuary, and Commercial Expansion  Months 20-24

Several phases can overlap after the shared foundation becomes stable, but their dependencies should still
be respected.

Phase 0: Inventory and Stabilization

Timeline

Weeks 1-2



Objective

Establish a verified record of what currently exists before introducing additional systems.

Workstreams

Host Inventory

* Scan the complete hosting account

+ Identify all project roots

+ List files and directories

« Identify duplicate projects

+ Identify archived versions

+ Identify active production applications
+ Identify abandoned experiments

* Record file sizes and modification dates

Configuration Inventory

« Identify configuration files

« Identify database credentials

+ Identify API providers

+ Identify webhook endpoints

« Identify analytics integrations

« Identify authentication methods

+ Identify exposed secrets

« Identify incomplete provider setups

Database Inventory

+ List databases

* List tables

* Record schemas

« Identify unused tables

+ Identify duplicate tables

* Locate missing columns

* Document data ownership

Application Registry
Create a master registry containing:

+ Application ID

* Name

* Purpose

* URL

* Filesystem path



* Status

* Owner

* Database

* Providers

+ Authentication requirement
* Production status

* Last validation date

* Known problems

+ Dependencies

Deliverables
« Complete host inventory
* Project registry
* Provider registry
+ Database registry
* Credential exposure report
* Duplicate-file report
* Production-versus-experiment map
« Initial system dependency diagram

Completion Gate

Phase 0 is complete when every major project has a known location, purpose, status, and owner.

Phase 1: Shared Enterprise Foundation

Timeline

Weeks 3-6

Objective

Create the shared technical foundation used by every Gaylord Sinclair and SIMON module.

Core Components
Shared Bootstrap

Create one application bootstrap responsible for:

« Environment loading
 Database initialization
* Session initialization



* Error handling

* Security headers

* Authentication checks

* Shared constants

* Event initialization

* Application identification

Private Configuration

Move sensitive information outside publicly accessible directories.

Recommended structure:

/private/
environment.php
databases.php
providers.php
secrets.php
permissions.php
applications.php

Shared Database Layer

Create reusable database services for:

» Connection management
* Parameterized queries

* Transactions

* Error reporting

+ Migration tracking

* Health checks

Shared Security Layer

Implement:

+ Session validation

* CSRF protection

* Role-based permissions
* Rate limiting

* Secure cookies

* Input validation

* Output escaping

* Upload restrictions

+ Audit logging

« Emergency lock controls



Shared Interface System

Create reusable:

» Navigation

* Header

* Footer

* Cards

* Tables

* Modals

* Alerts

+ Status indicators

* Tabs

* Dashboard panels
* Mobile layouts

* Screensaver container

Deliverables

* Enterprise bootstrap

* Private configuration system
* Shared database service

* Shared authentication service
* Permission framework

* Application registry database
* Shared interface library

+ Error and audit logger

* Environment documentation

Completion Gate

At least three existing applications must load successfully through the shared foundation without
duplicating configuration or authentication code.

Phase 2: Raw Logs and Site Intelligence

Timeline

Weeks 7-10

Objective

Centralize evidence from websites, applications, providers, authentication systems, and infrastructure.



Raw Log Functions

* Discover log files

* Read supported formats

* Normalize timestamps

+ Identify sources

* Preserve raw records

* Prevent duplicate ingestion

* Track read positions

* Support incremental scanning
* Record parser failures

Initial Log Categories

* PHP

* Web server

* Authentication

+ Google OAuth

* Gmail

+ IONOS

* Twilio calls

* Twilio SMS

* Voicemail

* Email

* Webhooks

* Proxy activity

» Database errors
« Cron jobs

* Application events

Site Intelligence Functions

* Page views

* Visitor sessions

* Entry pages

* Exit pages

* Referrers

« HTTP status codes

* Broken links

* Missing assets

* PHP failures

+ JavaScript failures

* Suspicious requests

* Repeated login failures
* Bot and scanner activity



Unified Reporting Interface

Recommended tabs:

. Overview

. Websites

.IONOS

. Google

. Communications

. Authentication

. Proxies

. Security

. Miscellaneous

. Configuration Coverage
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Deliverables

* Log source registry

* Incremental log reader

* Parser library

+ Site Logs dashboard

* Security-events view

* Provider-specific views

* Log search

+ Date and source filters

* Exportable reports

« Configuration coverage report

Completion Gate

The system must ingest logs from at least five different source categories and preserve the original
evidence for every normalized record.

Phase 3: Pulse Event System

Timeline

Weeks 11-14

Objective

Create the shared event bloodstream connecting logs, applications, providers, users, agents, and system
activity.



Standard Event Contract

Each Pulse event should include:

event_id
event_type
stream

source
source_id
application_id
actor

action

object
location
occurred_at
detected_at
status

health
severity
confidence
data
evidence_pointer
correlation_id
parent_event_id
created_at

Pulse Functions

* Receive

* Validate

* Normalize

* Enrich

* Store

* Route

* Notify

* Correlate

+ Deduplicate
 Update live state

Initial Streams

« default
* visits

* system
* security



* communications
* providers

. errors

* jobs

* decisions

Required Endpoints

* Receive event
* Query events

* Retrieve event
* Stream status
* Source status
* Recent events
* Critical events
* Event statistics

Deliverables
* Pulse database schema
* Event-ingestion endpoint
« Event-query endpoint
* Stream registry
* Event viewer
+ Event validation
+ Deduplication service

* Correlation support
* Source-health reporting

Completion Gate

Logs, Site Logs, and at least two applications must publish valid events into Pulse and display them through
one event viewer.

Phase 4: ConnLink Core

Timeline

Weeks 15-20

Objective

Create the shared application, provider, widget, device, and communications platform.
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ConnlLink Registries

* Applications
» Widgets

* Providers

* Engines

* Devices

* Users

* Workspaces
» Connections

Core ConnLink Applications

Home

* System overview

* Provider health

* Live activity

* Alerts

* Quick actions

« Connected systems

Providers

* Provider status

* Credential status
* Health tests

« Capabilities

* Usage

* Errors

* Rate limits

* Logs

Communications

* Call overview

* SMS overview

* Voicemail overview
* Email overview

+ Contact activity

Widgets

* Install
* Enable
* Disable
* Move

* Resize
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* Refresh
* Save layout

Settings

* Provider credentials
* Pulse streams

* Notifications

* Devices

* Tracking

* Security

* Appearance

Initial Widgets

* Live visitors

+ System health

* Recent errors

* Provider health

* Missed calls

* New SMS

* Unread email

* Scan progress

* Current priorities
* Critical events

Deliverables

+ ConnLink dashboard

* Application registry interface

* Provider registry interface

* Widget registry

* Workspace layout storage

* Provider health checks

* Shared notification center

* Pulse-powered live activity panel

Completion Gate

A user must be able to open ConnLink, view registered applications and providers, place widgets on a
workspace, and see live Pulse events.
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Phase 5: SIMON Live and Memory

Timeline

Weeks 21-28

Objective

Create SIMON's current-state, truth, memory, relationship, and retrieval systems.

SIMON Live Stores

* Current State Store
* Timeline Store

* Claim Store

* Conflict Store

* Verification Queue
* Relationship Store

* Summary Store

Initial Intelligence Engines

Character Engine

Identify entities such as:

* People

* Users

* Applications
* Files

* Providers

* Projects

* Devices

* Jobs

* Functions

Function Engine

Identify:

* Purpose

+ Capability

* Inputs

» Outputs

+ Dependencies
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* Side effects
* Expected results
* Actual results

Factor True/False Engine

Evaluate:

* Supporting evidence
» Opposing evidence
+ Confidence

* Freshness

» Unknown conditions
* Conflicts

* Better claims

Retrieval Process

. Identify the subject

. Identify the requested action

. Locate the related entity

. Locate its function

. Retrieve connected events

. Retrieve current state

. Check freshness

. Return the answer with evidence
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SIMON Dashboard

Recommended sections:

+ Current enterprise state

« Critical changes

* Current priorities

* New knowledge

+ Conflicts

« Verification queue

* Recent recommendations
* Project status

* Memory search

* Source evidence

Deliverables
* Current-state service

* Timeline storage
+ Claim and conflict system

15



+ Entity and relationship model

* Basic Character Engine

* Basic Function Engine

* Basic Factor Engine

* Memory search

* Source-backed SIMON answers
* Freshness labels

Completion Gate

SIMON must answer questions about registered applications, providers, files, projects, and recent events
using stored evidence rather than unsupported generation.

Core MVP Milestone

Completion of Phase 5 establishes the first credible SIMON Enterprise Minimum Viable Platform.

Estimated completion: approximately six months.

Phase 6: Sunbird / The Beast

Timeline

Weeks 29-36

Objective

Create the deep scanning, project mapping, code intelligence, diagnostics, and reporting platform.

Scanner Capabilities

* Select scan root

* Exclude protected projects
* Scan files in batches

* Pause and resume

* Track progress

* Recover failed jobs

* Detect secrets

+ Identify suspicious functions
+ Detect duplicate files

* Detect duplicate functions
* Map includes and routes

« Identify project roots
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* Record errors
* Generate reports

Project DNA

Each discovered project should include:

* Purpose

* Owner

* Status

* Required features

* Known problems

* Security requirements
* Preservation rules

* Change restrictions

* Success criteria

« Dependencies

Reports

* Host inventory

* Project report

* File report

* Function report

* Security report

* Failure report

» Comparison report

* Accuracy report

* Structured event report

Deliverables

* Resumable scanner

* Project mapper

* Function explorer

* Security scanner

* Scan history

» Comparison system

* HTML and JSON reports
* Pulse event publishing
* SIMON Live integration
* Job recovery

Completion Gate

The Beast must scan the selected host area, resume interrupted work, produce accurate counts, identify
projects and functions, and publish findings to Pulse and SIMON Live.
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Phase 7: WEB360 Integration

Timeline

Weeks 37-42

Objective

Connect WEB360 Studio to the enterprise foundation, SIMON, Guardian, Pulse, checkpoints, and
deployment systems.

Integration Requirements

* Shared authentication

* Shared project registry

+ Shared provider registry

* Pulse event publishing

+ SIMON recommendations
* Checkpoint storage

+ Deployment registration

* Error reporting

* Asset management

* Recovery and rollback

Core Workflow

. Create or open project

. Edit code

. Preview output

. Run diagnostics

. Request SIMON review

. Compare revisions

. Save checkpoint

. Validate deployment

. Publish

. Register release with SIMON
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Deliverables

* WEB360 project registry connection
* Shared login

+ SIMON assistant connection

+ Checkpoint service

+ Diagnostics service
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+ Deployment validation

* Rollback support

* Pulse events

* Production release history

Completion Gate

A WEB360 project must move from creation to preview, validation, checkpoint, deployment, and rollback
while maintaining a complete system history.

Phase 8: Communications Platform

Timeline

Weeks 43-48

Objective

Connect calls, SMS, voicemail, email, contacts, transcripts, and routing through ConnLink and SIMON.

Initial Communications Scope

Phone

* Incoming call webhook
+ Caller identification

» Department routing

+ Approved-contact rules
* Voicemail fallback

+ Call status

* Duration

* Recording references

SMS
* Incoming messages
+ Outgoing replies
+ Contact association
* Message history

* Local knowledge responses
+ Escalation rules

Voicemail

* Recording
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* Transcription

* Urgency classification

+ Contact matching

* Follow-up task creation

Dashboard

Recommended tabs:

* Calls

* SMS

* Voicemail

* Contacts

» Conversations
* Routing

* Recordings

* Logs

* Provider Health
* Settings

Deliverables

* Unified communications dashboard
+ Twilio integration

« Call routing

* SMS processing

* Voicemail recording

* Transcription support

+ Contact history

* Pulse events

* SIMON memory connection

+ Alerts and follow-up tasks

Completion Gate

Every call, message, and voicemail must create a traceable event, connect to a contact when possible, and
appear in the central dashboard.

Operational Platform Milestone

Completion of Phase 8 creates a functional operational platform connecting intelligence, websites, logs,
scanning, creation, and communications.

Estimated completion: approximately 10-12 months.
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Phase 9: Guardian Workspaces

Timeline

Weeks 49-56

Objective

Create secure personal and organizational workspaces.

Guardian Capabilities

* Google login

* Local account login

* Session management
* Role management

* Device trust

* Workspace creation

* Application permissions
* Provider permissions
* Privacy controls

* Approval gates

+ Audit history

« Emergency lock

Workspace Structure

My Workspace

F— Home

F— Projects
— Applications
— Communications

— Files

— WEB360

— sImoN
F— Infinity
— Notifications

F— Activity
L— Account and Privacy

Deliverables

* Secure Guardian login
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* Workspace provisioning

* Role and permission matrix
* Application access controls
* Device registry

* Audit trail

*« Approval system

* Privacy settings

+ User dashboard

Completion Gate

Users must receive distinct workspaces and be unable to access applications, projects, or records outside
their assigned authority.

Phase 10: SIMON Forge

Timeline

Months 15-18

Objective

Create the controlled simulation, comparison, repair, and evolution environment.

Forge Workflow

. Discover

. Map

. Connect

. Simulate

. Test

. Compare

. Recommend

. Request approval
. Execute

. Measure

. Preserve or roll back
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Initial Forge Use Cases

« Compare duplicate functions

* Select canonical components

* Test provider replacements

+ Simulate configuration changes
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* Validate migrations

* Recommend repairs

« Compare interface versions

* Measure performance changes
* Generate rollback plans

Deliverables

+ Simulation workspace

« Component comparison
+ Canonicalization engine
* Change contracts

* Test runner

* Approval integration

* Measurement service

« Evolution history

* Rollback execution

Completion Gate

Forge must be able to propose a controlled change, test it outside production, present evidence, request
approval, execute it, measure the result, and roll it back.

Phase 11: Kong Governance

Timeline

Months 18-20

Objective

Establish enterprise priorities, governance, approval, workforce coordination, and strategic oversight.

Kong Components

Situation Room

* Enterprise health
* Active incidents

* Critical alerts

* Provider health

* Security risk

* Business impact
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Priorities

* Highest-value work
* Most urgent issue
* Dependencies

* Blockers

+ Deadlines

* Costs

* Expected benefit

Decisions

* Proposed action

« Evidence

* Supporting factors
* Opposing factors
+ Confidence

* Risk

* Alternatives

* Expected outcome

Approvals

* Production changes
* Provider changes

* Security changes

+ Data deletion

* Financial actions

+ User removal

* Rollback

Workforce

* Agents

* Jobs

* Flows

* Queues

* Responsibilities
* Workload

* Performance

Deliverables

* Kong Situation Room

* Enterprise priority queue
+ Decision records

* Approval workflows

* Policy registry
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+ Agent and job oversight
* Risk dashboard
* Evolution roadmap

Completion Gate

Kong must provide a traceable path from evidence to recommendation, approval, execution, measurement,
and final decision history.

Phase 12: Infinity, Sanctuary, and Commercial
Expansion

Timeline

Months 20-24

Objective

Expand the stable enterprise foundation into user-facing creative, memorial, social, and commercial
products.

Infinity and Sanctuary

Initial Release

* User profiles

« Memorial profiles

* Human and pet memorials
* Photo and video uploads

* Tributes

« Family circles

* Grave records

* Cemetery maps

* Visit logging

* Privacy controls

Advanced Release

* Living archives

« Relationship mapping

* Remembrance events

* Timeline generation

« Family-history connections
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+ SIMON-assisted organization
* Duplicate-content detection
* Moderation and safety tools

Commercial Platform

* Subscription plans

* Product catalog

* Application access tiers
* Publishing services

* Memorial plans

* WEB360 plans

« Communication plans
* Workspace plans

* Payment integration

+ Billing history

* Usage reporting

Application Store

+ Install applications

« Install widgets

* Install themes

* Enable providers

* Manage dependencies
+ Update packages

* Review permissions

Deliverables

« Infinity user platform

+ Sanctuary memorial platform
* Subscription framework

* Payment integration

* Application marketplace

+ User onboarding

« Terms and privacy controls

« Commercial reporting

* Support workflows

Completion Gate

Users must be able to create accounts, purchase or activate a service, manage content, control privacy, and
use connected SIMON Enterprise services through a stable production environment.
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3. Timeline by Quarter

Quarter 1: Foundation

Months 1-3

« Complete inventory

« Stabilize hosting

« Establish private configuration

* Create shared bootstrap

* Implement authentication

« Establish project and provider registries
* Begin centralized log ingestion

+ Launch first unified system dashboard

Quarter 1 Outcome

The enterprise knows what exists, where it exists, how it connects, and whether it is safe to run.

Quarter 2: Events and Intelligence

Months 4-6

« Complete Site Logs

* Build Pulse

* Build ConnLink Core

« Implement core widgets

* Create SIMON Live

+ Establish memory, claims, conflicts, and freshness
* Release SIMON MVP

Quarter 2 Outcome

The platform can observe activity, normalize events, maintain current state, and answer evidence-based
questions.

Quarter 3: Scanning and Production

Months 7-9

+ Complete The Beast

* Map projects and functions
+ Add security scanning

* Generate reports
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» Connect WEB360

« Establish checkpoints

+ Add deployment validation
* Create rollback workflows

Quarter 3 Outcome

The platform can inspect, understand, improve, build, validate, and deploy its own web environment.

Quarter 4: Communications and Operations

Months 10-12

« Complete phone dashboard

« Complete SMS integration

+ Add voicemail and transcription

» Connect contacts and history

* Publish communications events

« Complete operational reporting

« Stabilize production environment

Quarter 4 Outcome

The enterprise has a connected operational platform supporting websites, intelligence, code,
communications, and reporting.

Quarter 5: Identity and Controlled Evolution

Months 13-15

« Complete Guardian workspaces
* Expand roles and permissions

* Implement device trust

* Add approval gates

* Begin Forge simulation system
* Establish change contracts

Quarter 5 Outcome

The platform supports secure multi-user access and controlled system improvement.
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Quarter 6: Forge and Governance

Months 16-18

« Complete Forge

* Add canonicalization

+ Add comparison and simulation

* Implement controlled execution

* Begin Kong

« Establish priority and decision frameworks

Quarter 6 Outcome

SIMON can test and recommend changes without directly endangering production.

Quarter 7: Enterprise Command

Months 19-21

« Complete Kong

+ Add approvals and policies

+ Add workforce coordination

+ Connect business impact scoring

* Begin Infinity and Sanctuary production build
« Establish subscription framework

Quarter 7 Outcome

The platform has strategic oversight, decision history, authority, and commercial preparation.

Quarter 8: Ecosystem Launch

Months 22-24

+ Launch Infinity

* Launch Sanctuary

+ Launch application marketplace

* Activate subscriptions

« Complete onboarding

* Finalize reporting

+ Conduct security review

+ Conduct disaster-recovery test

* Publish platform documentation
* Release full integrated ecosystem
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Quarter 8 Outcome

Gaylord Sinclair operates as a connected creative technology, publishing, intelligence, communications, and
memory platform.

4. Critical Dependency Map

Inventory
!
Shared Foundation
!
Logs and Site Logs
!
Pulse
!
ConnLink
!
SIMON Live and Memory
!
The Beast
!
WEB360 and Communications
!
Guardian
!
Forge
!
Kong
!
Infinity, Sanctuary, Marketplace, and Commercial Services

Dependencies That Must Not Be Reversed

* Pulse depends on a stable database and event contract.

+ SIMON Live depends on Pulse.

+ ConnLink widgets depend on stable application and provider registries.

* The Beast depends on resumable jobs and project records.

+ Forge depends on reliable scans, checkpoints, and rollback.

+ Kong depends on trustworthy evidence and approval controls.

+ Infinity depends on Guardian privacy and permissions.

« Commercial services depend on security, identity, support, and audit systems.
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5. Development Tracks

Work should be organized into parallel tracks.

Track A: Platform

* Bootstrap

+ Configuration

+ Database

* Registries

* APIs

* Shared services

Track B: Intelligence

* Pulse

+ Character Engine
* Function Engine
* Factor Engine

+ SIMON Live

* Memory

« Relationships

Track C: Operations

* Logs

* Site Logs

* The Beast
* Jobs

* Reports

* Monitoring
*+ Backups

Track D: Applications

* ConnLink

* WEB360

« Communications
* Guardian

* Infinity

* Sanctuary

Track E: Governance

* Permissions
* Approvals
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* Forge

* Kong

* Policies

* Audit history

Track F: Experience

* Shared design system
* Responsive layouts

* Accessibility

* Spatial effects

* Screensavers

* Animation

* Themes

6. Recommended Team Structure

Minimum Team

Product Owner and System Architect

+ Defines vision

* Approves priorities

* Maintains product identity

* Sets preservation rules

* Approves production releases

Lead Full-Stack Developer

* Builds PHP services

* Maintains database architecture
* Develops APIs

* Integrates applications

* Manages deployments

Interface Developer and Designer

+ Builds dashboards

* Maintains responsive design

* Creates shared components

* Implements animations and themes

Security and Infrastructure Support

* Reviews authentication
* Protects configuration
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+ Validates server rules
* Reviews backups
* Tests recovery

Testing and Documentation Support

* Runs acceptance tests

* Maintains documentation
* Tracks defects

* Verifies phase completion

One person may perform several roles initially, but the responsibilities should remain distinct.

7. Weekly Development Cycle

Monday: Planning

* Review system health

* Select weekly milestone

« Confirm dependencies

+ Assign work

+ Define acceptance criteria

Tuesday-Wednesday: Development

* Build approved components
« Commit changes

* Create checkpoints

* Update technical notes

Thursday: Integration and Testing

* Test dependencies

* Run diagnostics

* Review security

« Correct failures

+ Validate mobile interfaces

Friday: Release and Reporting

+ Deploy approved changes
+ Verify production

+ Update registry

* Record completed files

* Record blockers
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* Publish SIMON weekly report
* Select next three actions

8. Phase Completion Checklist

Every phase should answer the following questions:

Scope

* What was supposed to be completed?
* What was deliberately excluded?
* What remains unfinished?

Function

* Does every required function work?
* Are errors visible?
* Are failures recoverable?

Security

« Is authentication required?
* Are permissions enforced?
* Are credentials protected?

* Are actions audited?

Data

* Is the data accurate?

* Can records be traced to their source?
* Are duplicates controlled?

* Is historical data preserved?

Integration
* Does the system publish Pulse events?
* Does SIMON understand its status?

* Does ConnlLink display its health?
+ Are dependencies registered?

Recovery

* Is there a checkpoint?
* Is there a backup?
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* Has rollback been tested?

Documentation

+ Is the architecture documented?

* Are installation instructions current?

« Are configuration requirements listed?
* Are known problems recorded?

9. First 30-Day Action Plan

Week 1

* Freeze unnecessary feature additions

+ Back up the complete hosting environment

* Run a host inventory

« Identify production project roots

* Separate Gaylord Sinclair from unrelated host areas
« Identify sensitive configuration

* Create project-status categories

Week 2

* Build the application registry

* Build the provider registry

+ Build the database registry

« Classify active, testing, planned, and archived projects
+ Identify duplicate and obsolete versions

« Document the current directory structure

Week 3

* Create the private configuration system
* Create the shared bootstrap

* Create shared database connections

* Create error handling

* Create security headers

+ Create audit logging

Week 4

« Connect three priority applications
* Begin centralized log ingestion
* Create the first Mission Control overview
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+ Display application health

* Display provider health

+ Display recent errors

* Publish the first validated system baseline

10. First 90-Day Milestones

Milestone 1: Verified Enterprise Inventory
Target: Day 14

The platform has a reliable map of projects, providers, databases, files, and environments.

Milestone 2: Shared Foundation Operational
Target: Day 45

Core applications use shared configuration, database access, authentication, logging, and interface
components.

Milestone 3: Central Log Intelligence
Target: Day 70

Raw Logs and Site Logs collect and classify activity from major sources.

Milestone 4: Pulse Operational
Target: Day 90

Applications and logs publish normalized events into a shared system with searchable history.

11. Priority Order for Current Development

The immediate build order should be:

1. Host and project inventory

2. Private configuration and credential protection
3. Shared bootstrap and database layer

4. Application, provider, and project registries

5. Unified logging
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. Pulse event contract
. ConnLink dashboard
. SIMON Live current-state store
9. Memory and relationship mapping
10. The Beast scanner and project mapper
11. WEB360 integration
12. Twilio communications dashboard
13. Guardian workspaces
14. Forge
15. Kong
16. Infinity and Sanctuary expansion

0o N o

No additional major standalone dashboard should be introduced unless it fits into this sequence or
becomes a registered ConnLink application.

12. Definition of Overall Completion

The Gaylord Sinclair and SIMON Enterprise platform may be considered fully operational when:

« Every production application is registered.

* Every provider has a known connection and health state.

* Sensitive credentials are protected.

* Logs are centralized and searchable.

* Pulse carries normalized live events.

+ SIMON maintains current verified state.

* Memory preserves source evidence and relationships.

« ConnLink presents applications and widgets in one environment.
* The Beast accurately scans and maps the platform.

+ WEB360 can build, test, deploy, and roll back projects.

« Communications are recorded and connected.

+ Guardian protects users and workspaces.

* Forge tests changes before production.

+ Kong governs priorities and approvals.

+ Infinity and Sanctuary operate with secure privacy controls.

+ Backups and disaster recovery have been tested.

+ Documentation reflects the deployed architecture.

« Commercial products have defined support and billing processes.
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Final Timeline Recommendation

Six-Month Target

Complete the core SIMON Enterprise platform:

+ Foundation

* Registries

* Logs

* Pulse

+ ConnLink

+ SIMON Live

* Basic memory

« Basic intelligence engines

Twelve-Month Target

Complete the operational enterprise:

* The Beast

* WEB360 integration

* Communications

* Reports

* Monitoring

* Recovery

« Initial Guardian controls

Eighteen-Month Target

Complete controlled evolution and governance:

* Guardian workspaces
* Forge

* Approvals

* Policies

+ Kong foundation

* Multi-user operations

Twenty-Four-Month Target
Complete the broader ecosystem:
* Kong governance

* Infinity
* Sanctuary

38



* Marketplace

* Subscriptions

» Commercial services

¢ Full production documentation
* Ecosystem-wide launch

The platform should therefore be treated as a six-month core build, a twelve-month operational build,
and an eighteen-to-twenty-four-month full enterprise program.

The essential rule is simple: complete each foundation layer before placing another universe on top of it.
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